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[= FRCHING CONSENSUS (STEPS TO MAKING A DECISION) 


BACKGROUND 


DISCUSSION 


PROPOSAL 


DISCUSS PROPOSAL 


FRIENDLY 


TEST FOR 
A. call 
B. call 
be a mistake, 
C. call 


what are we talking about? 
what needs to be decided? 


what-are all viewpoints? 
MADE ig 

what. action will “group take? 
incorporate all viewpoints 


Clarifying questions’concerns 

good points I 

AMENDMENTS 

proposal may be modified or 

withdrawn with proposer’s consent 
CONSENSUS (re-state Proposal first) 

for strong concerns 

for objections within corsensus 
Creservations/standing aside--"This may 
but I can live with it.") 
for blocks Con strong moral soie zl SS 
if blocked, proposal dropped or furthe 
discussion or send to committee 


CONSENSUS REACHED 


sometimes with a show of agreement 


DECISION IMPLEMENTED. 
who does what? 


[ROLE OF FACILITATOR] 


Watches content of meeting 
May formulate agenda. 
beforehand if possible) 
Calls on speakers 
Helps group to: 
clarify issues 
focus discussion 
prioritize 
bring out all viewpoints 
look for underlying agreements 
synthesize differences 
Restates proposals I 
Formalizes decisions 
Equalizes participation 
draws out quiet people 
limits talkers 
Uses facilitation tools 
Acts impartial when facilitating 





TOOLS FOR FACILITATING 
MEETINGS 





brainstorms 

go-rounds 
small group discussions 
dyads/tryads 

feeling sharing 
fishbowls 

Participation equalizers 
straw polls 

evaluations 

Visual aids 


“Ppyramiding 


role plays 
Visions/’goals exercises 


MEETING FACILITATION See also:A Manual for Group Facilitata: 
"e Center for Conflict Resolution & 
£ Resource Manual for a Living Revolutic 
Movement for a New Society 


Meetings are times when people come together to get something done, whether it 
is sharing information or making decisions. Some ingredients of good meetings are: 
-Commonly understood goals 
-A clear process of reaching those goals 
-An awareness that people come with their personal Preoccupations and 
feelings as well as an interest in the subject at hand 
-A sense of empowerment and involvement 


A good facilitator can contribute much to Successful meetings, and most people 
CAN learn how to facilitate good meetings. The more people within a group who are 
aware of good group process skills, the easier the task of the facilitator and the 
more satisfactory the meeting. : 


The facilitators general task is to focus on how wel] people work together. Specifically. 
he/she accepts the responsibility of helping the group accomplish a common task: 


— ?to_move through the agenda in ime available and to make necessary decisions and 
lans for i mentation. The facilitator makes no.decisions for the group; her/his 


responsibility is to the group and its work rather than to individuals or to the 
tasks themselves. The facilitator Suggests ways that will help the group to move 
forward, working in such a way that the people present at the meeting are aware that 
THEY are in charge, that it is THEIR business that is being conducted, and that 

each person has a role to play. 


— It is important to emphasize that a person with a stake in the issues to be 
discussed will have a hard time functioning as a good facilitator. The 
facilitator's role is that of process, of group functioning. 

The following are suggestions for meeting format that the facilitator usually 
takes responsibility for: 

AGENDA 

Plan some agenda before the meeting. Modifications to a proposed agenda can 

be made at the meeting. If very few agenda items are known before the meeting 
Starts, try to anticipate by thinking about the people who will be present and what 
kind of process will be helpful to them. In the agenda include: 
— I. Something to GATHER people, to bring their thoughts to the present. 

2. AGENDA REVIEW write agenda on large sheets or blackboard. Reviewing gives 
participants a chance to modify the proposed agenda and then contract to 
carry it out. Estimate time needed for each item and put on agenda chart: 
This will: -indicate to participants the relative weights of the items 

-help people tailor their Participation to the time available 
-give a sense of the progress of the meeting 
Announce the exact time the meeting will END. If the agenda is not completed 
by that time, the meeting will have to be finished at another time or more 
time contracted for. 
3. MAIN ITEMS 
A. If at all possible, start with something that can be dealt with reasonably 
easily and will lead to a successful/easy decision. 
B. More important or lengthier items, or those of most importance, come 
next. If there are several, plan to have quick breaks between them (stretch, 
song, quick game). 
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AGENDA-MAIN ITEMS-cont'd 

C. A big item may be brokeninto several issues and discussed one at a x 
time to make them more manageable. Or it ñay be helpful to suggest a process 
of presenting the item with background information and clarification, 

breaking into small groups for idea sharing and making priorities, and then 
returning to the main group for discussion. 

D. If a particular item was hard to agree on, stop the meeting and acknowledge. 
that consensus has been reached: stand up, take a break, shake hands, cheer,etc. 
E. Finish up with something short and easy. 
4. ANNOUNCEMENTS 

5. EVALUATION serves several purposes: to provide a quick opportunity for 
people to think about what happened and to express their feelings, thus 
providing a sense of closure to the experience; to learn to have better 
meetings in the future. 


FACILITATING A MEETING | 
The tone of the meeting is usually set in the beginning. It's important to 
start on a note of confidence and energy and with the recognition that those present 
are people, not just roles and functions. Singing or each one sharing a good 
thing in their life often does this. 
Agenda Review 
1. Go through the whole agenda, giving a BRIEF idea of what is to be covered and 
how. Include times for each item. 
2. Briefly explain the rationale behind the ORDER of the proposed agenda. 
3. Then, and not before, ask for QUESTIONS and COMMENTS. 
4. If major ADDITIONS are proposed, make the group aware that adjustments must 
be made because of limited time available. Check any proposed changes out with 
the whole group, and do not include any that don't have agreement from everyone 
to be discussed (consensus). 
5. When the agenda has been amended, ask the participants if they are willing to 
accept it- insist on a response. They need to be aware of having made a contract 
with you about how to proceed. It's their meeting. 


Agenda Items Proper 

1. Arrange before the meeting to have somebody else present each item. 

2. Encourage various viewpoints- the more important the decision, the more 
important it is to have all information (facts, feelings, opinions) on the table. 
3. Expect differences of opinion- they can contribute to creative solutions. 

4. Be suspicious of agreements reached too easily- test to make sure that | 

people really do agree on essential points. 

—. Don't let discussion continue between two people. Ask for comments from 
other people. Some people might need to be asked to speak more briefly or less 
often; others asked for their comments and feelings. 

—. As much as possible, hold people to speaking for themselves only and to- 
being specific when they refer to others. NO: "some people say...", "they 
would not listen.. i ster building of trust in the long run. 

Za Encourage people to think of fresh solutions aš well as look for possible 
compromises. 

—— 8. Keep looking for minor points of agreement and state them- it helps morale. 
9. When testing for consensus, state in question form everything that you feel 
participants should agree on. BE SPECIFIC. Do not merely refer to a previous 
statement. i 
10. Insïst on a response. People need to be aware of making a contract. 

=r If vou find yourself drawn into the discussion in support of a particular 
position, step aside as facilitator until the next item. This can be arranged 
beforehand; if not, ask for a volunteer or co-facilitator to step in. 
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FACILITATING A MEETING-Agenda Items Proper-cont'd 
— >? 12. Most meetings will benefit from short breaks. Remember short games, Stretches, 
songs, small buzz groups, affirmations, silence, etc. f 
13. Keep discussion relevant. Point out to. the group when it is drifting off 
the topic or becoming trivial. Cut off di&cussion when it becomes repetitous 
or people become overly tired. 


EVALUATION 

In small meetings (up to 50) it is helpful to evaluate the meeting process (NOT 
THE CONTENT). A simple format: on top of a large sheet or blackboard put a + on 
the left side, a - in the middle, and a Zon the right side. List positive 
comments under the +; things that could have been done better under the -; and 
suggestions for improvements under the. The evaluation can also be done orally. 
Don't get into arguments about whether something was in fact helpful or not; people 
have a right to their thoughts and feelings at this point without feedback. It is . 
not necessary to work out consensus on what was good and bad about the meeting. 
Just get input up on the board or spoken of. A few minutes is usually all that is 
needed. Try to end with a positive comment. Evaluate the evaluation(in order to 
improve future meetings)at a later time. 


CLOSING 

Try to end the meeting in the same way it started- with a sense of gathering. 
DON'T let it just fizzle. A song, some silence, standing in a circle -anything that 
affirms the group as such and puts a feeling of closue on the time spent together. 


CO-FACILITATOR 


Instead of the usual practice of having one facilitator it is sometimes wise to 
have two. Reasons and circumstances could be: More information and ideas are 
available during the planning; More energy is available te the group; One of the 
co-facilitators can take the job if the other becomes involved ín the content of 
the discussion; It's a way for more people to gain experience and become skilled; 
It is less exhausting, demanding, and scary. 

For people who are not used to working as a team it is probably wise to divide 
responsibility for the agenda clearly before the meeting. However, co-facilitation 
means that the person currently not handling the agenda item is still responsible 
for paying attention as "vibes watcher" and pitching in to help clarify issues, 
test for consensus, etc. 


“VIBES-WATCHER" 


At times when the discussion is expected to be controversial or when there are 
more people than the facilitator can be awarely attentive to, it may make sense to. 
appoint a vibes-watcher- aperson who will pay attention to the emotional climate 
and energy level of the participants. Such a person is encouraged to interrupt 
the meeting WHEN NECESSARY with an observation of how things are going, or that 
person may be asked to comment on the same by either the facilitator or a 
participant. Then the vibes-watcher or a participant could suggest remedies when 
thefe is a problem. It is often difficult to interpret behavior (such as body 
language, facial expressions, side conversations, people interrupting each other, 
etc.) correctly. Therefore it may be wise to report what you have observed and 
possibly suggest something to do about it. A quick game, song, stretch, or simpl/ 
getting up and finding new places to sit could be helpful. Keep a light touch- 
don't make people feel guilty or defensive. 


PROCESS OBSERVER 


From time to time any group can benefit from having somebody observe how it 
works, especially during periods of conflict or transition. As process observer 
you might observe the general atmosphere in which the group works, how decisions 
are made, whether there are conflicts and how they are handled, levels of 
navtdednatian and other thinas about he groups interaction. 
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